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Purpose of this study is to improve the deployment of the services for customer's end users 
by creating a systematic Business Change Management model for the customer projects. 
 
Research focused on following research questions: 
 
- What kind of change management model fits for target organization's customer pro-
jects? 
- What can be learned from piloting the model? 
- How to empower the deployment of the model for customer projects? 
 
Customer projects need a systematic way to support the end user training and communica-
tion for the service deployments. Overtime the complexity and difficulty of the services and 
the implementation projects of the services have increased. At the same time the projects 
have to be more efficient regarding to human resources in use and executed with top quality. 
This leads to projects having increased need for support in engaging the key stakeholders 
and for efficient well-aimed end user change communication and training. BCM aims to en-
gage important stakeholders to the project work in order to meet the project objectives. Spe-
cial situations and target groups can be recognized, analyzed and actions will be taken in 
order to lower the possible change resistance and to accelerate the change. 
 
Business change management is more than usual change management. Communication and 
user training are very important parts of BCM, but in order to be proactive and exceed cus-
tomer’s and end users’ expectations BCM should include as well expectation management, 
measuring the implementation from vision to deployment, stakeholder management & analy-
sis, analysis of human response to change communication, and analysis of business change 
in customer’s environment.  
 
In programs BCM model is implemented usually by a dedicated change manager in co-
operation with program manager. In turn in projects the business change management is on 
project team’s, mainly on customer’s project manager’s responsibility.  
 
Business change management model created by this study gives a systematic method, tools 
and templates for five focus areas: Stakeholder management, Change communication, En-
suring the roles and responsibilities, Training and Controlling the change. During the study 
the model was piloted and further developed by two different kind of customer projects. 
 
The model was found to fit well for the needs of the target company’s Project Management 
Office. 
Keywords 
Business change management, BCM, project, program, management, customer, end user, 
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Abbreviations 
BCM 
Business Change Management (BCM) means the systematic planning and implementa-
tion of the change. The BCM model consists of the activities explained in this study. The 
study focuses on projects but the same model can be applied to any small scale change 
initiatives as well.  
 
BCM model 
BCM model offers BCM tools, templates, guidance and best practices for the project or-
ganization. The model supports organization’s project model, and systematic project 
management is key to project success.  
 
Business change manager, or change manager 
Business change manager is responsible for defining the benefits, assessing progress 
towards realization and achieving measured improvements in business operations. 
Change manager operates as a 'business side' to bridge between the program or project 
and business operations. (Department of Finance, 2018) 
 
Customer 
Customer in this study is an organization or company which purchases ICT services from 
the target organization. Customer usually outsources as well the maintenance or gets the 
service as SaaS (Software as a Service) based delivery. 
 
End user 
End user is a person working in the customer organization and using the services provid-
ed by customer’s IT department. 
 
ICT 
Information and communication technology is extensional term for information technology 
(IT) which highlights the role of unified communications and the integration of telecommu-
nications, such as telephone lines and wireless signals, computers, software, storage, and 
AV systems, which enable users to access, store, and transmit information. 
 
Key User 
A key user is a representative of its own business processes and they have a leading role 
within system or service implementation. They represent during and after the project the 
processes in which they are involved. (Bouwmeester, 2016) 
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Program 
PMI (Project Management Institute) defines a program as “a group of related projects 
managed in a coordinated manner to obtain benefits and control not available from man-
aging them individually. Programs may include elements of related work outside of the 
scope of the discrete projects in the program. (PMI, 2004)  
 
The OGC defines a program as “a temporary flexible organization created to coordinate, 
direct, and oversee the implementation of a set of related project and activities in order to 
deliver outcomes and benefits related to the organisation’s strategic objectives” (Office of 
Government Commerce, 2007) 
 
Project 
An individual or collaborative enterprise that is carefully planned to achieve a particular 
aim. (Oxford Dictionaries, 2018) It is a set of interrelated tasks to be executed over a fixed 
period and within certain cost and other limitations. (Business Dictionary, 2018) This study 
focuses on projects made for target organization’s customers. 
 
Project management Office, PMO 
Project Management Office is a centralized unit of professionals within a organization that 
is responsible for installing structured leadership, methodology, and practices for pro-
grams and projects to make the best use of a company’s time, money and human re-
sources. The objective of the PMO is to promote and drive consistent and repeatable pro-
ject management practices within an organization. (Martinelli, Waddell, Rahschulte. 2014, 
pp. 330-331). The PMO of the target organization has 45 project managers leading on 
average 250 ongoing customer projects. 
 
Project manager 
Project manager leads the project to ensure that the project objectives are met as planned 
and agreed with the project owner and customer. Project schedule, expenses, human 
resources and quality are the key performance indicators which project managers of the 
target organization are proactively managing. 
 
Stakeholder 
A stakeholder is defined as anyone who has a vested interest in a program or project. A 
key stakeholder is anyone who can influence, either positively or negatively, the outcome 
of the program. (Office of Government Commerce, 2007)  
  
3 
1 Introduction 
The thesis is done as a development project for the target organization to improve the 
deployment of the services for customer's end users by deploying a systematic Business 
Change Management model for the customer projects. 
 
Target organization’s Corporate customer PMO and the projects did not have a no certain 
way for executing business change management. Change management has been on cus-
tomer's project manager or organization's responsibility. If the customer's organizations do 
not follow or have a business change management model, then the change management 
executed varies or in most cases does not exist. 
 
The issues following: 
• The services do not get deployed for customer’s end user's efficiently  
• Customer satisfaction suffers, both project owner and end users 
• Project does not meet its expectations although the project met its technical re-
quirements and objectives 
• Customers does not get the value they have been promised or they have under-
stood from sales, or they do not know how to measure the value 
• The lack of model or systematic way leads into variations and "waste" as LEAN 
models would describe extra work before, during and after the project by all stake-
holders 
 
Projects are being measured mainly on time and money and this leads to quality assur-
ance to focus on minimum amount of technical errors, fails and deviation.  
 
The purpose of this study is to improve the deployment of the services for customer's end 
users by developing and deploying a Business Change Management model for the cus-
tomer projects. This model will help the project management to deploy the services by 
taking care of the needs of different stakeholders. 
 
Value creation of the study: 
• To improve the customer experience and end user satisfaction 
• To develop the quality of project management service  
• To increase target organization's corporate customer services and project man-
agement service sales 
  
4 
1.1 Target organization and author's contribution 
The target organization is a well-established European ICT service provider originally 
founded over a century ago. The name of the company and specific details are not dis-
closed due to confidentiality. This study serves corporate customer’s department. 
 
The author worked as project manager in the target organization’s PMO and was promot-
ed to PMO manager during this study. The author worked with the support of the PMO 
director and other team members were usable for support. Author was responsible of the 
development project and created all the materials delivered by the project. 
1.2 Development objective 
Main objective and the development task of this development project is to create and 
communicate a model for systematic business change management in ICT delivery pro-
jects. 
 Research objective 
Create a business change management model that fits target organization's customer 
projects' needs. 
 Research questions 
1. What kind of change management model fits for target organization's customer 
projects? 
2. What can be learned from piloting the model? 
3. How to empower the deployment of the new model for customer projects? 
1.3 Scope and limitations 
Scope of this thesis is business change management in ICT projects. The BCM model is 
created in order to support the customers in project work and end user communication 
and training. The main tasks were to plan the development project, create the model, pilot 
the model with customers and introduce the model for PMO project managers. 
 
The work does not focus in best practices of change communication or solution training in 
deploying new services or solutions. Neither the study focuses on training the model.  
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The Big 
Opportunity 
2 Business Change Management 
2.1 John Kotter's 8-Steps to Accelerate change 
John Kotter’s international best seller Leading Change has been described as the most 
important work in change management.  
 
Kotter’s message is:  
”YOU CAN LEAD CHANGE. HERE IS HOW TO DO IT.”  
Kotter International have enhanced their 8-Step process to give organizations additional 
capabilities to lead change under the particular conditions of today’s world. (Kotter Inter-
national, 2017) 
 
Figure 1: Kottler's 8-Step Process for Leading Change (Kottler International, 2017) 
 
 Step 1: CREATE Sense of Urgency 
For people to create and maintain a change there has to be higher need for it. This is to 
get people out from their comfort zones. In order to create readiness and lower the 
change resistant the first step is to create the sense of urgency. The top leaders must 
1.	CREATE	
Sense	of	
Urgency
2.	BUILD	
Guiding	
Coalition
3.	FORM	
Strategic	
Vision	and	
Initiatives
4.	ENLIST	
Volunteer	
Army
5.	ENABLE	
Action	by	
Removing	
Barriers
6.	GENERATE	
Short-term	
Wins
7.	SUSTAIN	
Acceleration
8.	INSTITUTE	
Change
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describe an opportunity that will appeal to individuals’ heads and hearts and use this 
statement to raise a large, urgent army of volunteers. The change should be understood 
as an opportunity usually either to increase profits / decrease costs or become more effec-
tive / more efficient, or both. 
 Step 2: BUILD Guiding Coalition 
Empowerment of people is crucial factor in making the change happen. This army of em-
powered volunteers needs a coalition of effective people, coming from its own ranks, to 
guide it, coordinate it and communicate its activities. Real collaboration is about stepping 
outside of traditional institutional structures to focus on results.  As result the cornerstone 
of your entire transformation is in place: an accountable, diverse group bound by oppor-
tunity, strategy and action. This motivated group of people preferably coming from across 
the organization needs to engage a formalized network to take on innovative change initi-
atives. Guiding coalition’s mission should be to institute the specific attitudes and practic-
es necessary to launch, drive and sustain change via communication and engagement in 
most often hierarchical and silo-based organizations. 
 Step 3: FORM Strategic Vision and Initiatives 
Dr. Kotter defines strategic initiatives as targeted and coordinated "activities that, if de-
signed and executed fast enough and well enough, will make your vision a reality." 
 
Change Vision: 
• people aligned around a single idea that inspires them to do things that move ide-
as forward 
• people within the organization speak about the goals in the same way with the 
same priority 
• a single vision of the future with a credibility and authority that comes from being 
crafted by a diverse set of employees and validated by senior leaders 
 
The better people can understand where they are going, the better they can focus on spe-
cific initiatives that will make that vision a reality. The strategic initiatives best positioned to 
capitalize on the change should be prioritized and staffed with engaged cross organiza-
tional teams. 
 Step 4: ENLIST Volunteer Army 
In often hierarchical and silo-based organizations, as is the target organization of this 
study, the biggest challenge in driving the change is to get employees engaged and exited 
to the change. Change can only occur when employees connect under a common oppor-
tunity and drive in the same direction and feel they have permission to step forward and 
  
7 
act. The best results on are achieved when you have engaged volunteers excited, willing 
and able to take action on critically important initiatives linked to your business strategy. 
Create an environment to ensure that the successes are repeatable. 
 Step 5: ENABLE Action by Removing Barriers 
Kotter names as most usual organization’s barriers to prevent cross-organizational co-
operation and change implementation: silo narrow-mindedness, pressure to make quarter-
ly numbers, complacency, rules and procedures, a limited number of change leaders and 
that management strategies are too bureaucratic and inefficient. Over time, the hierar-
chies that serve organizations so well in terms of efficiency and order can limit transfor-
mation. 
 
Removing barriers such as inefficient processes or hierarchies, leaders provide the free-
dom necessary for employees to work across boundaries and create real impact on mak-
ing innovative ideas reality by working together. The cross-functional Guiding Coalition 
should work together with hierarchical management to help change leaders over come 
barriers. 
 Step 6: GENERATE Short-term Wins 
A change vision can take a long time to achieve. Successful initiatives should be collect-
ed, correlated, communicated and all wins celebrated early and often to track progress 
and energize your volunteers to drive change. 
CELEBRATING WINS ALONG THE WAY IS VITAL TO ACCELERATION TOWARDS 
AND FOCUS ON THE GOAL. (KOTTER, 2017) 
Form a body of victory data that tells the story of your transformation is validated, quantifi-
able and qualifiable terms. 
 Step 7: SUSTAIN Acceleration 
Change leaders must adapt quickly in order to maintain their speed. Whether it's a new 
way of finding talent or removing misaligned processes, they must determine what can be 
done — every day — to stay the course towards the vision. 
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Figure 2: Balance the change management with change leadership (Kotler, 2017) 
 
As result you have confirmation of organizational fitness and stamina that enable the rein-
vigoration of your mission and help you and your employees stay the course of change 
over time. 
 Step 8: INSTITUTE Change 
Collective recognition that your organization has a new way of working with speed, agility 
and innovation that directly contributes to strategically important business results. 
 
 
Figure 3: How can you institute the change? (Kotter, 2017) 
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Ensure and audit that new behavior and ways of working are repeated over the long-term. 
Both systematic communication and celebration of change victories are the key to connect 
the new ways of working to organization's success. 
 Accelerate the change 
Kotter gives four guidelines for executing the 8- Step Process to get accelerated results in 
change leadership:  
• run the steps concurrently and continuously 
• form a large volunteer army from up, down, and across the organization to be the 
change engine 
• function in a network flexibly and agilely outside of, but in conjunction with, a tradi-
tional hierarchy  
• constantly seek opportunities, identify initiatives to capitalize on them, and com-
plete them quickly 
 
2.2 Change management vs Business Change management 
It is important to define business change management and to distinguish business change 
management (BCM) from change management. Hedeman and Seegers (2012, pp. 61) 
define change in the following way. An issue is a relevant but unplanned event that has 
happened, and requires management action. A change is the alteration of a baseline, 
where the baseline is a reference level against which an entity is monitored and con-
trolled. By, therefore, a change is a sub-set of an issue. 
 
Change management in programs can be defined as a critical practice necessary to con-
trol the strategic direction and scope of a program. Changes that impact programs can 
originate at the business, program, and project level. Generally, project-level change fo-
cuses on realignment to the program plan. All other types of program changes need to be 
assessed as to their impact on the business benefits and program objectives. (Martinelli, 
Waddell, Rahschulte. 2014, pp. 137-138) 
 
By business change management is meant in this study as the act of making changes in a 
planned and systematic fashion to achieve a desired impact in customer’s organization. 
Word business has been added to emphasis the difference of traditional change man-
agement. 
 
Change management is the application of a structured process and set of tools for leading 
the people side of change to achieve a desired outcome. Change management empha-
sizes the “people side” of change and targets leadership within all levels of an organiza-
tion including executives, senior leaders, middle managers and line supervisors. When 
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change management is done well, people feel engaged in the change process and work 
collectively towards a common objective, realizing benefits and delivering results.  (Prosci, 
2014)  
2.3 Stakeholder engagement 
In business change and project management, in addition to defining the objectives one 
has to have deep understanding and engagement of key stakeholders. Key stakeholder 
analysis is must element and analysis should be made in the very beginning of the pro-
ject. 
 
According to Verzuh (2012, pp. 82-83) it is always people – stakeholders – who make the 
technology profit. The first task of a project manager is to identify project’s stakeholders. 
These people are making important decisions during the definition and planning stages of 
the project. Verzuh (2012, pp. 82-83) continues that many projects fail to involve one or 
more critically important stakeholders during project definition and planning. One of the 
five main areas of Business change management is stakeholder management. Right kind 
of stakeholder management helps to engage the right people to serve the purpose of the 
project. 
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3 Methodology 
This is an action research which is a systematic approach to investigation that enables 
people to find effective solutions to problems they confront in their everyday lives. It aims 
to reveal effective solutions to issues and problems experienced in specific situations 
providing the means by which people may increase the effectiveness and efficiency of 
their work. It also seeks to build a body of knowledge that enhances professional practices 
and works to increase the well-being of the people involved. (Stringer, 2014) 
 
The development project uses the lean start-up model which main idea is to remove the 
uncertainty by testing, piloting and developing the services or features with the users, the 
customers. As a result, lean start-up method leads into a learning process which forces 
the service developers to the right direction (Parantainen, 2012) 
 
The allure of qualitative research is that it enables you to conduct in-depth studies about a 
broad array of topics, including your favorites, in plain and everyday terms. (Yin, p. 6)  
 
Study uses complementary qualitative data collection methods: 
• literature review 
• case study 
 
This study uses mixed methods and it is interpretivist. The interpretive research is charac-
terized by a need to understand the world as it is from a subjective point of view and 
seeks an explanation within the frame of reference of the participant rather than the objec-
tive observer of the action. (Ponelis, 2015).  
 Objectives Methods and deliverables 
Existing business change management 
models 
Literature and documentation review 
Creating a BCM model based on key 
findings 
Development project to create the BCM 
tool and materials by using lean start-up 
practice. Described in chapter 4. 
Testing and developing the BCM model  Implementing two pilots in customer pro-
jects, feedback and lessons learned on the 
change management model based on the 
pilots. Described in details in chapter 5. 
Communicating the BCM model Focus group session with PMO project 
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managers (Six hats method), internal wiki 
page for PMO project managers, describ-
ing BCM as part of project management 
service in PMO sales presentation. This is 
described more in detail in chapter 6. 
 
In pilots the most important aspects were the feedback gathered from the end users and 
the lessons learned. These as Appendices 2A & 2B. Focus group session with PMO pro-
ject managers was done in order to get genuine thinking process, conversation and com-
mitment among the main users for this model.  Documentation from the focus group as 
Appendix 3. Internal wiki page for PMO project managers was created to support the de-
ployment and usage of the new model.  
3.1 Lean Start-up 
Approach chosen was Lean Startup methodology, which aims to get ideas in minimal time 
into use to create value.  
 
Figure 4: Lean Startup process diagram (Ries, 2018) 
 
Important aspect of Lean Startup is to iterate the product with the customers by feedback 
and ideas from them. 
Use customer feedback to improve the solution, repeating the process 
to rapidly create an effective solution that meets the customer service 
need. (Ries, 2011) 
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4 New Business Change Management model for ICT customer pro-
jects 
The objective of this study is to develop, deploy and communicate a Business Change 
Management model for the customer projects. This chapter presents the result of this 
study, the new BCM model for the target organization. 
 
Business Change Management (BCM) means the systematic planning and implementa-
tion of the change. The BCM model consists of the activities shortly explained below. Here 
the reference are projects but the same model can be applied to any small scale change 
initiatives as well. Target organizations BCM model supports the project model in use, and 
systematic project management is key to project success.  
 
 
Figure 5: Main tasks of the new Business Change Model. This picture has been created 
for communicating the new BCM model. 
4.1 Analyze change 
Business Change activities must start by carefully analyzing the magnitude, scope and 
effects of the change. No matter how small the change is, the key changes analysis 
should always be done. Analyze how the change affects people, organization, processes, 
systems and data. The results of the analysis are used for defining project targets and 
scope, analyzing risks, as a basis for detailed deployment, as well as planning communi-
cation, training and other business change activities. Update the analysis as the project 
proceeds.  
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4.2 Identify and analyze stakeholders  
One needs to understand all the different individuals and groups who can influence the 
change, or have some kind of a role or interest, or who should be kept informed about the 
project. Stakeholder management is only helpful if it is based on up-to-date information, 
so update the analysis as the project proceeds. 
4.3 Roles & Responsibilities  
It is important to define roles and responsibilities, and nominate persons for the new roles 
after the project is completed. Also make sure that the new roles are taken into use based 
on new ways of working. The same applies to any other small scale changes in line or-
ganizations.  Ensure that roles and responsibilities are defined and clear to everyone in 
the project team. 
4.4 Plan the schedule for BCM activities 
Careful schedule planning is essential for managing any project. Make sure that the BCM 
activities are synced with the overall project schedule. You can use the BCM plan tem-
plate or e.g. MS project GANTT to visualize the schedule. 
4.5 Communication 
Well-timed and accurate communication with all stakeholders helps to reduce change 
resistance and increase stakeholder commitment. Remember that good communication 
works two ways. Use your findings from key changes and stakeholder analysis when you 
are planning the communication activities.  
4.6 Training 
Training often plays a crucial role in implementing the change. Check the training needs of 
the project team and all relevant stakeholders to ensure that everyone has the skills and 
competence they need. 
4.7 Monitor the change 
To ensure that the target of the project is implemented successfully you need to monitor 
how the change is received. Make sure that monitoring continues after the project is com-
pleted. How else will you know if the project targets were actually reached?  If you monitor 
the change throughout the project, you will also get feedback about e.g. communication 
and training, and are able to apply corrective actions on time. 
BCM model and tools as Appendix 1.  
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5 Piloting the Business Change Management model in two customer 
projects 
As it is important to test any service or product in practice before launching it officially, this 
study piloted the model in two different carefully chosen customer projects.  The following 
two chapters describe the pilot projects, how BCM model was used and which were the 
benefits of the model in supporting the customer in business change management. End 
user feedback from pilot A and the lessons learned from pilot B as appendices 2A and 2B. 
5.1 Description of pilot A: Business change management in collaboration so-
lutions transformation project 
Pilot project A was a Contact center and mobile phone switchboard renewal project for a 
large Finnish electricity company. Contact center solution for the customer service and 
mobile phones for all the employees of the company are critical for the customer’s busi-
ness this made the business change management an important part of the project.  
This pilot focused on using new BCM tools in project work, change communication and 
solution training in order to reduce change resistance and for efficient deployment for the 
end users. Project communication and training was appointed on Change manager’s re-
sponsibility in order to support both project managers in business change management. 
The BCM activities were systematically implemented thru the project but the most im-
portant and useful additional value given for the project was change analysis followed by 
stakeholder action and communication plan. All info materials, guides and training includ-
ed specific information on what is going to change, when and what is going to remain un-
touched by these changes. All the information was channeled and designed to meet the 
certain target groups view points and needs to avoid them to receive too much infor-
mation. The material created in this pilot has successfully been used in other projects as 
templates. 
 
Pilot project formally asked – for the first time – feedback from both customer’s project 
group members and customer’s end users. Before this pilot the satisfaction surveys were 
limited for project group and steering group members. 
 
Feedback received for the project end report from the customer’s project group members 
was following: 
• Straight and open communication from both parties eased the implementation and 
deployment  
• Project roles and responsibilities were clear 
• The solution trainers were professionals, good and they gave good practical an-
swers and help for unclear issues 
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• All phases of the implementation went as scheduled, without any major problems 
• Demonstrating services was a good operating model 
• Matters were discussed and clarified until all guides and instructions were clear. 
Thanks to project group for this 
• The schedule was kept on both parties and managed services deployment well. 
The project and implementation support staff were very knowledgeable 
 
Feedback from the customer’s end users was neutral in overall which is a positive reac-
tion taking in consideration that the changes for end users were significant and affected 
their everyday working.  
 
The end user survey and feedback received is as Appendix 2B Pilot B Lessons Learned. 
 
5.2 Description of pilot B: Business change management in data network 
transformation project 
Data network solutions renewal project for a large dairy company. Data services such as 
corporate WAN, LAN, WLAN, VPN and firewall solutions are critical for the customer’s 
business. The projects objective was to renew customers network solutions at 20 facto-
ries, which most of them are running in three shifts 24/7, and at the headquarters. Early 
stage of the project both the customer and supplier raised the issue of change resistance 
and high risk on lack of commitment from the factories based on previous change project. 
This created a perfect opportunity for the target company to pilot the new BCM model to 
create engagement and excellence in change communication.  
 
Project used the following combination of BCM tools and Kotter’s 8 step model in leading 
the business change. 
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Figure 6: Business change leadership in customer project, pilot B. The figure was created 
based on the lessons learned from the pilot B. 
 
Customer feedback from the project group, steering group and stakeholders was excellent 
enough to create an important reference project of target organization’s project manage-
ment work. The reference was added to PMO’s latest sales presentation and goes with 
title “Tour de force of project expertise”. See Appendix 2B Pilot B Lessons Learned for 
Lessons Learned from this pilot, which were presented and discussed in PMO team meet-
ing for the peer project managers in the name of leaning by success.  
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Forming	
strategic	vision	
and	initiatives
Clear	project	
objectives	and	
main	tasks
Outputs	and	
deliverables	
defined	in	
planning	stage
Communication	
to		all	
stakeholders
Enlisting	the	
project	
organization
Key	project	
specialists
Leading	the	
local	contacts
Executive	
commitment
Systematic	
aproach
Removing	
barriers Piloting
Fast	escallation	
on	problems
Fast	problem	
solving
Communication	
by	examples Detailed	plans
Generating	
short-term	
wins
WBS Well-planned	phasing Prioritization	
Measurement	
and	visual	
reporting	of	
progress
Sustaining	
Acceleration
Celebrating	the	
achievements
Proactive	
leadership Feedback
Instituting	
change
User	training	
and	guiding
Process	
discipline
Measurement	
and	reporting
Continuous	
improvement
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6 Communicating the Business Change Management model 
After creating and piloting the model the focus of the development project moved to com-
municating the business change model to the PMO’s project managers, sales and to cus-
tomers.  
6.1 PMO Focus group session on new BCM model and tools 
Project managers have always been doing business change management activities with 
the customer to support the deployment of new services for the end users. This model 
was created to make visible the good work done and to create a standard model to sys-
temize the work done to create uniform quality. This was the message in the PMO focus 
group session which was help with Six Hats –method to present and engage the model for 
the project managers.  
 
The session was held as part of team development and well-being day in order to have 
inspired and open conversation on the topic to create natural engagement among the pro-
ject managers. Edward de Bono’s Six Thinking Hats is a tool for group discussion to pro-
mote individual thinking involving six different aspects of thinking. Feedback from the team 
was mainly positive. 
 
 
Figure 7: De Bono's Six Hat method (Highland Literacy, 2014) 
 
Out-puts from the focus group were that BCM model got introduced and actively dis-
cussed with the team, the model and tools were accepted as useful, and feedback for 
further development was collected.  Moreover, the most important output from the focus 
group discussion was that the future users for the tools got the possibility to discuss and 
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give feedback in the early stage of the model. For more detailed information, see the 
minutes from the focus group discussion as Appendix 3. 
6.2 Wiki page on BCM for PMO project managers 
Target organization’s PMO has all it’s guides, best practices, templates and tools main-
tained in PMO’s internal SharePoint –site. New BCM model and tools were communicated 
for project managers via dedicated BCM sub site. This was an efficient way to ensure the 
model and tool to be available and accessible online 24/7.  Site offers BCM description, 
tools and ready-to-use templates by services. See the wiki page from appendix 1. 
6.3 BCM as part of project management service 
As it more common that customers do not have spare resources in reserve for ICT pro-
jects and tendering also done by consulting companies the requests for offer often have 
requirement for supplier to describe their business change management models it was 
important to add BCM also in to target organization’s Project management service’s ser-
vice description. Top level description was as well created and added to PMO’s Sales 
presentation to persuade to customer to choose target organization as their supplier. BCM 
activities have been implemented to project management service as billable work as any 
other project managers’ responsibilities.  
 
 
Figure 8: BCM one-slider in PMO sales presentation which was created as a part of this 
development project. 
 
To make BCM known to target organization’s Sales BCM was added to sales’ training 
program and was included in training and to agenda of large-audience info events.  
PMO sales presentation as Appendix 4. 
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7 Summary 
The objective was to create a business change management model that fits target organi-
zation's customer projects' needs using lean start-up method. 
 
The deliverables of this development project were 
- new piloted business change management model, tools and templates 
- support SharePoint –page for the users of the model 
- experience, development ideas and lessons learned from the pilots 
- empowered and committed project managers for using the model 
- model communicated in corporate customer’s Professional Services and Project 
management offices Sales Presentation for the customers 
 
Based on the customer pilots and PMO focus group it can be said that the new model fits 
target organization’s needs. The client of this development was the director of the Project 
Management Office and the feedback received was purely positive. The project achieved 
the objective given and deliverables met the needs, consequently this development pro-
ject was successful. 
 
Research questions were  
1. What kind of change management model fits for target organization's customer 
projects? 
2. What can be learned from piloting the model? 
3. How to empower the deployment of the model for customer projects? 
 
First question was answered by understanding the needs, then studying the literature and 
last created the model by combining the results. After creating the BCM model it was pi-
loted in two carefully chosen customer projects to test how it works and to receive cus-
tomer and end user feedback for further development. Important aspect was to present, 
and discuss the model for the PMO project manager to get the new model in usage.  
The research questions have been answered in details in chapters 4, 5, and 6. 
7.1 Suggestions for development and further work 
While this study created the model, tools and templates for BCM in customer projects in 
general, the next step is to create ready-to-use templates by each high volume service to 
make the project work even more efficient and to increase the customer satisfaction. The 
value creation of such templates could me measured by Customer Effort Score (CES) 
results. CES is already been measured in the target organization’s customer projects, so 
the effect of the templates could be seen by reflecting the future score on the current one. 
The template creation requires workshops with product or business managers and project 
manager to reach the best quality possible. 
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In the model the BCM tasks have been described in the business change management 
plan as a separate task list. The next step will be to integrate the BCM tasks to the exist-
ing technical project tasks lists. This to truly integrate business change management to 
technical ICT service projects. 
 
This BCM model is aimed for the customer’s and PMO project managers in project group 
level. The next step is to widen the scope of BCM to project owners and directors to steer-
ing group level. This is to create BCM support material and best practice for them to sup-
port their decision making process, support and guiding given for the project, especially in 
the early stage of the project work, in establishing the project and the business objectives 
7.2 Conclusion 
This development project successfully met the objective and answered the research ques-
tions. The deliverables of this development project have been used in the target organiza-
tion, the model has given value more than planned and BCM material created are being 
used more widely than planned. 
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Appendices (Partly Confidential) 
Appendix 1. BMC Model with Tools and PMO BCM SharePoint –site  
Appendix_1_BCM_Model_and_Tools.zip (Confidential) 
Appendix 2. A: Pilot end user feedback, B Lessons learned 
Appendix_2A_Pilot_A_End_user_survey_and_results.ppt 
 
Survey 
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Appendix_2B_Pilot_B_Lessons_Learned.ppt 
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Appendix 3. PMO focus group on BCM Model 
Appendix_3_BCM_PMO_Focus_Group_Six_Hats.ppt 
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Appendix 4. PMO sales presentation 
Appendix_4_Project_Management_Office_Sales_Presentation.pptx (Confiden-
tial) 
 
